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BUSINESS ENTERPRISE AND THE CITY* Mabel Walkert 


Princeton: Tax Institute, 1958. 144 pp. 


Local finance both the cause and effect the varied economic 
and sociological changes that are impinging upon the city, the 
metropolis and even the rural hinterland and that are bringing 
far-reaching changes our entire pattern existence. 

Industrial location trends and factors. Current developments 
affecting industrial location are special importance connection 
with city problems because the impact industrial location upon 
the city. Current trends must viewed against postwar develop- 
ments: unprecedented peacetime prosperity, the maintenance high 
corporate and individual taxes, and the extraordinary expansion 
plant and equipment. Three major types industrial decentralization 
are currently taking place: (1) Managerial decentralization. (2) Re- 
gional decentralization through migration, establishment branch 
plants development new industries. Migration most greatly 
shocks the community losing ground industrially. Branch plants could 
markedly change industrial concentration patterns. (3) Suburban- 
rural decentralization. McGraw-Hill economists reported that 1954 
the metropolitan areas were starting lose out. “Smaller cities and 
towns are registering healthy gains.” fourth type decentralization, 
new cities, modern and still rather unusual development. 

Many factors are involved industrial location. Transportation, 
raw materials, labor supply, fuel, water, automation and the nexus 
governmental considerations involving standards service, tax 
burdens, and governmental play part. 

II. Industrial location impacts. The industrial location trend 
potent force bringing about alteration community patterns. 
Compact population centers are giving way vastly looser and 
more complex pattern. New decentralization trends mean scattering 
enterprise rather than extreme concentration certain metropolises. 
Industry offers community first and foremost opportunity 
earn living and second, increase per capita income. 


*Six articles reprinted from Tax Policy. Parts and III appeared, 
respectively, August-September 1955, February-March 1956, and September- 
October 1957. Parts IV, and appeared February-March 1957, August 
1957, and April-May 1955. 


Director, Tax Institute, Incorporated. 


Industrial expansion likely result increased government 
expenditures for education, transportation, water supply, sewage dis- 
posal, fire and police protection. Expansion will probably not bring 
lower taxes but will bring about community prosperity that makes 
higher taxes tolerable. 


The tremendous current expansion industry exciting feverish 
competition for plants among cities and states. Competition takes 
the following forms: (1) Persuasion stressing local advantages. 
(2) Tax inducements. The most widely spread form governmental 
subsidy through tax exemption. Seven states permit such exemp- 
tions; others exempt plants, machinery and the like. Most 
treatises this subject have been highly critical. There some doubt 
concerning the legality, ethics and efficiency this (3) 
Direct government subsidies such building buildings and cash 
bonuses. This practice has also been severely criticized. (4) Self- 
improvement programs. community might undertake program 
make itself location industry would find desirable. 


III. Trends office location. Although decentralization has 
made some inroads central office areas, the office building still 
mainly downtown phenomenon. The U.S. Bureau Labor 
Statistics reports that office buildings authorized from January 1954 
through May 1957 amounted $2,046 million for the entire country 
and $388 million for New York State. This construction phenomenon 
poses many problems for the city. 


The air full claims concerning the decentralization offices. 
Some evidences include suburbanization legal corporate head- 
quarters, thirty insurance companies, professional firms and the estab- 
lishment suburban office centers. 


Office buildings constructed during the postwar period exhibit 
much that new with respect building techniques, materials, 
architecture, layout and landscaping. Many these developments 
affect are affected location. 


The office building affects the economy the city various 
ways. Although specific sites used for offices represent the cream 
land values, the current boom not resulting land price boom. 
New York City there has been shift type employment 
business and commercial activities. Subsidiary enterprises (office 
suppliers, lawyers) will contribute real estate values and the 
tax base. Critical problems are posed traffic and city planning. 
Property taxes will enhanced increase land values and 
the value the buildings. Suburban governments make secret 
their belief that offices will constitute tax bonanza. 

There are many unanswered questions relating future trends 
office building location. Underlying all other considerations will 
the condition the economy. Management policies are obscure. The 
impact electronic data processing not yet known. 
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IV. The role the state industrial development. The func- 
tions assumed the state for the purpose fostering industrial 
development include: “selling” the state through advertising, setting 
industrial development commissions, assembling data, planning and 
zoning land areas, offering financial inducements. The state must 
also render high standard service its more primary functions. 

The following advice states seeking new industries: (1) For- 
get Marilyn Monroe and the bathing beauties (in advertising). 
(2) Let the governor concentrate good government. (3) easy 
subsidies. (4) Set able development agencies. (5) sure 
the advantages are not offset inadequate government services. 

The impact outlying shopping centers central business 
districts. Since cities are basically trading centers, there may 
greater significance the current tendency retail merchandising 
shift from the central the peripheral areas the city than 
the comparable moves population and industry. 

The postwar period has brought something new and different 
the regional shopping center. This group commercial estab- 
lishments planned, developed and managed unit. These centers 
are multiplying rapidly. That downtown centers are feeling the impact 
suburban stores indicated the closing many large downtown 
department stores, the greater profitability branches contrasted 
with parent stores, and the data trends retail sales. 

This does not necessarily mean bankruptcy and stagnation for 
the central business district. Downtown will still have the resident 
population the central city. Downtown merchants are becoming 
increasingly interested urban redevelopment means protect- 
ing their market. 

VI. Modern merchandising and municipal finance. Revolution- 
ary changes have taken place merchandising and the pattern 
urban life. The giants modern merchandising are the chain store, 
the supermarket, the multi-branch department store and the suburban 
shopping center. These centers are characterized numerous new 
merchandising techniques emphasis standard brands, cellophane 
packaging and customer self-service. Future developments may 
thriftmarts, shop-office centers, apparel centers and automobile 
supermarkets. 

Downtown has had three diverse types reaction these de- 
velopments: (1) angry protest; (2) the “who’s afraid the big bad 
wolf?” type bravado; and (3) rational recognition the necessity 
for rehabilitating downtown areas. 

this ferment experimentation, decisions will made that 
will profound significance for municipal finance. Real property 
taxes, taxes inventories, sales taxes and city income taxes will 
affected. Downtown merchants can count sympathetic attention 
from city officials when they desire take action. Some suburban 
governments relatively hard hit the big cities. 


BUSINESSMEN GOVERNMENT* 


Washington, C.: Harvard Business School Club Washington, 


The size and complexity modern government suggests the need 
for considerable number well-qualified executives. The number 
positions these executives fill has been estimated 5,000. Many 
basic questions arise about the role the businessman government. 
answer them, the Harvard Business School Club Washington, 
C., dispatched detailed questionnaires which were answered 
456 businessmen who had previously served government, 153 
those presently serving, 437 who had never served and 530 upper- 
grade Federal career civil servants. Depth interviews were conducted 
with these individuals. businessman was defined business 
executive whose primary duties were those administration. 

Answers the questionnaires provided profile the BMG 
(businessman government) showing his age, dependents, salary 
industry, investment income, type industry from which came, 
and his work industry. Most the BMG’s (89%) said that 
opportunity for public service was primary reason for serving. Other 
reasons were enhanced personal prestige when they returned 
business (24%), half gained from learning government procedures 
(22%), personal prestige (13%). Many career civil servants (60%), 
although the whole complimentary about the abilities business- 
men, accused them entering government enhance their personal 
prestige. 

The largest number BMG’s (30%) described their greatest 
satisfaction sense having made “contribution”; 49% felt 
that their careers had been enhanced. Almost 90% were offered their 
jobs while only 10% made initial application. Employers had 
generally favorable attitude toward government service. The work 
the BMG involved either assisting the development major policies 
(32%) the execution already determined policies (30%). 
Fifty-eight per cent described their work “challenging,” 15% 
“rewarding,” 12% “pleasant”; negative reaction was expressed 
16%. Forty-one per cent found their government job more difficult 
than industry. Most BMG’s (81%) were not bothered political 
party interference but on-the-job indoctrination was lacking un- 
satisfactory. 

Almost two out three found their colleagues “cooperative” 
and felt that service made them more sympathetic toward government. 
They terminated service because expiration the time originally 
agreed upon serve (59%). Red tape was mentioned 48% 
their chief complaint. When businessmen and top civil servants were 
asked evaluate the one other BMG with whom each had had the 

copies this report may obtained for one dollar each from 


The Publication Office, Division Research, Baker Library, Harvard Business 
School, Boston 63, Mass. 


greatest contact against men other occupations results showed 
that the businessman was good better than any other type 
administrator. 

thus verifying the need for executive business talent govern- 
ment are confronted with the problem recruitment. There are 
five main elements the resistance businessmen government 
service: 

Conflict interest. This term applied situations where 
decisions made government executives might influenced the 
personal interests (primarily pecuniary) the executive. The BMG’s 
opinion was that most cases rule divestment unnecessary 
(50%) unless conflict interest actually exists (35%). Suggestions 
for remedying the situation are: (a) Increase public awareness that 
the businessman enters government with sense integrity. (b) Bring 
about recognition that pecuniary interest just one several types 
interest. (c) Provide for disclosure the BMG all relevant 
investment interests entry into service. (d) Establish substantial 
criminal penalties for violation the public trust. (e) Establish 
requirement divestment only when there clear danger 
personal conflict. 

Compensation. Civil servants and BMG’s felt that the govern- 
ment could best attract administrators increasing salaries for those 
drawn from “top management” particularly. 

Duration stay. The average term service from 
months. The median length service for those now government 
was years, for those who had served and left, only years. 
the BMG’s who have served, 48% stayed the job less than one 
year. Businessmen indicated that longer tours service are advisable. 

Differences between business and government. Differences 
were matter degree rather than substance. Government was found 
more complex than business. yardsticks progress, satisfac- 
tions substituted for the profit motive included relating objectives 
the country’s welfare, reducing expenses, modernizing procedures. The 
BMG felt lacked the freedom action enjoyed the entrepreneur. 
Outside pressures were exerted congress, other executive branches, 
the public and the press. Checks and balances government made 
getting the job done difficult. 

Disinterest government service. Government does not 
present take continuing action recruit and retain businessmen. 
Placement also important. Business and industry, too, were hap- 
hazard their ways placing men public service. 

The evidence this survey indicates that there exists frighten- 
ing lack interest the business community for participation 
government service. Government service looked upon business 
general “career detour.” But business could give recognition 
the advantages government service broadened experience, 
greater vision and understanding considering tour govern- 


ment prerequisite top management job. Trade associations 
and similar groups can help encouraging discussion these prob- 
lems. Business can help developing favorable public opinion. Such 
programs are not altruistic but very necessary part commercial 
success. 

understanding the complexities and problems modern 
government basic environment which the nature and 
demands government service are understood. Educational institu- 
tions, political parties, organized labor, civic, fraternal 
organizations, the press, radio and television can help increase 
awareness government’s vital role. 


The business administrator should recognize and welcome the 
opportunity government service. 


The business community should recognize and assume responsibil- 
ity for supplying qualified administrators for minimum term two 
years. should carefully formulate corporation policy relating 
government service. 


The business association and press should keep the business com- 
munity informed the specific need for administrators government 
and develop climate conducive easier transitions government 
service. 


Members Congress should recognize the dignity and profession- 
attainments men top government positions and spare them 
needless harassment. 


Political parties should supply the government with qualified 
administrators formal and continuous recruitment. 


The executive department the Federal Government should 
indicate the party power the types individuals needed and 
help party officials match position requirements with abilities. 
should maintain central recruiting office; should place candidates 
because ability and suitability; should accept practice the fact 
that agency heads will not knowingly hire executive for less than 
two-year period. For shorter periods, consultants should hired. 
should establish short, off-the-job training programs for men executives 
and should encourage top administrators seek advice and counsel 
from experienced members their staff. 


Career civil servants should utilize all their skills achieve 
promptly policy changes and personnel procurement requested 
new administrators. 


All interested groups should formulate rules reason their 
interpretation and application “conflict interest” laws and 
regulations. 
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THE EXECUTIVE THE INDUSTRIAL BUREAUCRACY 
Eugene Schneider* 


In: Industrial Sociology. New York: McGraw-Hill Book Co., Inc., 
1957. pp.97-121. $6.75. 


Much attention has been placed how good efficient 
executive. Less attention, however, has been paid the realistic 
characteristics the role which the executive supposed play. The 
concern this chapter the status and role the executive the 
modern large-scale bureaucracy. 

executive role meant that role which resides ultimate 
authority for the administration the day-to-day affairs, both internal 
and external, the industrial bureaucracy. The role the executive 
is, the first place, shaped the over-all aim the organization 
the production profits. The means which this aim achieved 
manipulation system production. The two major parts 
the system production technology and social organization help 
shape the executive’s role. Each technical process imposes certain 
limits, positively determining certain functions and negatively cir- 
cumscribing freedom action. Bureaucratic organization helps deter- 
mine the form executive thinking and the strains which the 
executive role exposed. 


There would seem three general types executive 
functions: 


The formulation policy. The executive must set the pur- 
poses and objectives the plant whole. First must consider 
wide variety factors which are related the market; must 
estimate the potentialities goods and the future state the market. 
This crucial function. Second, must orient his policy the 
internal state the plant including the ability the working force, 
the nature the technology his disposal, and the type social or- 
ganization heading. Finally, must take into account the 
dynamic situation which industry exists and must make sure that 
his enterprise will not left behind. 


The establishment relations with external forces. The 
executive must formulate foreign policy for his enterprise. must 
relate his firm other firms, the government, labor unions and 
the public large. 


Administering directing the operation the plant. The 
executive concerned with insuring the balance the functioning 
organization. His role communication center through which 
reports and directives are transmitted. Administration may re- 
duced three essential subfunctions: (1) The Administrator sets 
the organization the plant. Within the generally predetermined 
bureaucratic framework there room for much flexibility. The 


*Department Sociology and Anthropology, Bryn Mawr College. 


scheme organization must continually adapted the demands 
technology, available personnel, and changing forces the external 
environment. (2) The Administrator secures the proper type 
personnel. Personnel must have proper technical skills and must 
identify themselves with the organization. (3) The Administrator 
secures essential services. must motivate individuals perform 
adequately within the roles which they are assigned. may 
this the method incentives such bonus plans and group-rate 
plans. may use persuasion, method which ranges from co- 
ercion threats education, exhortation precept. 

Industrial organization shapes the characteristic structure the 
dimensions the executive role. Three structural aspects are 


How access the executive role attained. The executive 
role must achieved. large number executives have come from 
relatively advantaged groups. 


The limits the executive role. The executive role exten- 
sible that its limits can stretched contracted according 
the personality the role player. diffuse that concerned 
with multiplicity tasks and necessitates variety skills. 


Norms and values governing the executive role. The execu- 
tive governed universalistic values impersonal external codes. 
His role also characterized emotional neutrality. 


What motivates individuals attempt achieve executive roles? 
There are least five goals which executive may motivated 
remuneration, accomplishment, status, power and freedom. 


Certain personality features are necessary the executive. 
general must possess strong self-discipline. must have unusual 
ambition, relentless drive get ahead. must hyperactive, 
hyperenergetic. the same time must extremely skillful 
handling people. Finally, must possess intelligence, foresight, and 
insight very high order. the creative, inventive, adaptive 
personality who succeeds. 

the executive role strain may arise several ways: from 
disorientation between the personality and the types skill demanded, 
from disorientation between the personality and the generalized 
goals the executive role, and from the conditions which the 
executive operates. 

Tensions may find diverse expressions. addition scape- 
goating and psychosomatic symptoms, the executive may attempt 
meet strains controlling his environment influencing public 
opinion, lobbying maneuvering against competitors. These 
actions may entirely legal. Sometimes, however, they have been 
unethical and even illegal. The result that relationship mutual 
distrust arises between society and industry. wonder that 
society reacts attempting control industry. 


MENTAL HEALTH INDUSTRY 
Alan McLean and Graham Taylor* 


New York: McGraw-Hill Book Company, Inc., 1958. 262 pp. $6.50. 


Industrial psychiatry preventive psychiatry the stimulation 
mental health. Estimates indicate that from per cent work- 
ers are maladjusted. Their disturbances lead accidents, absenteeism, 
tardiness, illness, sloppy work, friction, reduced productivity and 
morale. The cost industry runs into hundreds millions annually. 
The psychiatrist has available more professional knowledge with which 
approach the problem than any other medical specialist. mental 
health program can contribute the achievement both the goal 
increased productivity and the goal meeting human needs. 

Industrial psychiatry has gradually arrived new and useful 
component industrial medicine. Usually the psychiatrist operates 
the medical department where able advise the staff con- 
cerning the mental health employees. times functions with 
personnel top management where may meet problems more 
directly. His basic pattern work diagnosis, brief psychotherapy, 
education and research. 

Work serves fulfill many needs and protects against many 
stresses. Industrial activities provide food, shelter, clothing, activity, 
social relationships, sense belonging, satisfaction and recognition. 
Individual reactions also determine the meaning given job. 
(1) Current feelings determined childhood relationships. Many 
still work meet the job demands laid down our 
parents childhood. (2) Patterns related individual standards. 
Satisfying each individual’s desires regarding pace, type work, 
responsibility, needs dominate and submit contribute job 
happiness. (3) Miscellaneous individual reactions such ability 
identify with the job are also important. understanding the influ- 
ences the meaning work for each employee, management can 
better adjust its policies and procedures. 

The individual employee, the process adapting the social 
environment work, may encounter what for him are serious stresses. 
Preservation the integrity the work group (social cohesion) 
important the worker. Any disruptive social stress such major 
change policy product almost always associated with symptoms 
such sickness, absence and accidents. Individual reactions status 
symbols exaggeration their importance, distorting flaunting 
them serve indicators mental health. The patterns leader- 
ship (authoritarian, laissez-faire democratic) and the “personality” 
the organization are other environmental features which the 


*A. McLean Psychiatric Consultant, International Business Machines 
Corporation and Instructor Psychiatry, Cornell University Medical College; 
Taylor Assistant the Director, Allan Memorial Institute Psychiatry, 
McGill University, and Assistant Psychiatrist the Royal Victoria Hospital, 
Montreal. 


worker must adapt. Most employees adjust surprisingly symptoms 
mental illness may arise, however. 

Judiciously tests and impressions gained in- 
terviews are great value hiring. However, there risk exclusion 
the potentially valuable employee. several job categories person 
who does not fit the norms may productive. For example, shy per- 
sons have made major contributions research and development. 
innate suspiciousness necessary being detective plant guard. 

human relations policy that accepts the employee in- 
dividual ideal. However, programs are based upon insufficient 
understanding human behavior, they may glib, oversimplified, 
routine. Some personnel policies seem soundly based but occasionally 
operate the gross detriment both the employee and the company. 
suggest, for example, that depressed worried employee take 
time off would seem laudable gesture management. But 
change the external environment does not change the internal 
environment. Good human relations practices require genuine desire 
understand the difficulties the employee and willingness 
help altering stressful situations. 

The executive faced with almost unending list stressful 
adaptations stemming from his position, including loneliness, possible 
conflict between business and personal values, feelings incompetence, 
the need compete, poor health, the exercise authority. The in- 
dividual executive caught the throes one these threats must 
aware the problem and eager something about it. The 
next step calls for redefinition values, perhaps with the help 
counselor. 

The foreman has the most difficult position the industrial 
scene today. His the twilight zone between management and labor. 
His understanding the individual member his work group and 
his knowledge sources help with mental health problems become 
key importance. Management has responsibility assist him 
dealing with personality problems. 

Many stresses affect the hourly employee. position 
accepting and direction from others his daily activities. 
Various types conflicting loyalty arise between allegiance the 
company and the union, the work group and the foreman. the 
machine takes over, there the threat that the worker may de- 
humanized. The individual’s ability handle instruction and guidance 
important. The more the worker feels challenged the job, the 
more feels participating the productive process and decision 
making, the greater will his feeling well-being. 

Management occasionally has the problem handling the in- 
dividual whose mental illness becomes symptomatic work. must 
then: (1) determine the employee significantly upset and (2) de- 
cide course action. The problem drinker found all 
strata industrial society and coming recognized sick. 
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Management should set program education throughout the 
company that the problem drinker can come the attention 
the medical department soon possible. The next, and most 
important, step have clear-cut company policy concerning 
such person. 

Some individuals, under particular patterns stress, appear 
more susceptible accidents than others. Once accident re- 
peater noted, immediate steps should taken help him with 
his problems. 

the various mental disorders, many the mechanisms 
use maintain state emotional balance fail function. 
Thus the individual may overwhelmed feelings inadequacy, 
anxiety, depression, withdrawal anti-social behavior. 
hallucinations, delusions and sudden mood changes may indicate 
impending breakdown. important for management recognize 
warning signs that point disorder and arrange for proper 
referral authority. Industry also has responsibility those 
who are returning work after hospitalization for mental illness. 

number aids mental health are available industry. 
The interviewing techniques employed are capable considerable 
improvement. the counseling interview, the interviewer should 
have clear idea what trying accomplish and should 
provide opportunity for better self-understanding through guided 
self-expression. Many psychological tests are available, ranging from 
tests measuring motor skills tests measuring the total personality. 
Many these tests serve helpful and constructive purposes. However, 
when used alone they may lead erroneous evaluations the 
reduction the individual numerical quotient. 

Industrial psychiatry the threshold stage expansion 
and developments. Because will concerned with prevention, will 
need study existing company practices detail identify factors 
which are stressful and lead impaired mental health. Research, too, 
essential. There will also need institute remedial measures 
and observe the results these changes. This program will best 
carried out team parallel the community psychiatric clinic. 


Comment: This book, two psychiatrists who worked Carnegie 
Corporation fellowships the Cornell University School Labor and 
Industrial Relations, essentially guide and reference manual for 
management all aspects mental health industrial plants. 

The field mental health industry relatively new-one. 
The first book psychiatry industry was published only thirty 
years ago, and the present work states that “there are less than dozen 
full-time industrial psychiatrists work the United States today.” 
However, rapidly developing field. Much has been done part- 
time psychiatrists working with advising company Medical depart- 
ments. Many leading companies now have mental-health programs. 


Significant progress has been made dealing with some the larger 
problems such alcoholism and accident prevention. There are also 
countless situations involving the individual personality worker, 
foreman, executive, and each relation the other individuals 
and groups the work setting, which may affect the mental health 
those concerned. The relations management, employees, and unions 
groups can often greatly improved enlightened mental-health 
policies. The background material this book some the mental 
mechanisms the personality can give the executive understanding 
why people behave and react they do. This short but compre- 
hensive volume should read every executive who deals with 


people. James Mansfield, Physician the Graduate School 
Business Administration. 


THE SOURCES INVENTION 
John Jewkes,* David Sawers, Richard Stillerman 


London: Macmillan and Company Limited; New York: Martin’s 
Press, 1958. 428 pp. $6.75. 


Within recent years the study economic growth, and with 
the study change and innovation, has become major pre- 
occupation scholars and scientists. This study is, however, the 
rudimentary stage. The aim this essay throw some light 


the questions: Where and under what conditions have industrial 
inventions modern times? Have important changes taken 
place their sources between the present and the last century? 

The pith the modern view that the nineteenth century, 
most inventions came from the individual inventor little training 
who worked with simple equipment, empirical methods 
systematic hunches. The link between science and technology was 
slight. the twentieth century, these features are rapidly passing 
away. The individual becoming rare; men with the power 
originating are largely absorbed into research institutions. Useful 
invention ever-increasing degree issuing from research labora- 
tories large firms. The consequence that invention has become 
more automatic, matter deliberate design. There limit 
sight the spurt technical progress. 

examination the outstanding names and inventions the 
nineteenth century reveals that distinctions between the past and 
present cannot sharply drawn. There was apparently stronger 
link between science and invention and much more closely knit 
society men concerned with technical progress than often 
supposed. inventions were “empirical” the sense accidental, 
are they today some fields. Previous inventors could and 
did work the same manner modern inventors. 


*Professor Economic Organization, University Oxford. 


The next step ascertain what has been happening the 
present century. For this purpose study has been made sixty 
modern inventions. (From this list, fifty histories are printed Part 
II.) More than one-half the cases are individual inventions 
men working either their own behalf freely and autonomously 
institution. the inventions which had their origins re- 
search laboratories, some were large firms; some were small; 
some were directed; some had element accident. Where inven- 
tions have arisen the research laboratories, the responsible team 
seems often have been small, with one outstanding figure. The 
novelty today lies the decline individual invention certain 
industries where the large research laboratory found. 

There sharp conflict between those who hold that the day 
the individual inventor done and those who feel very 
much with us. The evidence the continued survival the in- 
dividual inventor simply that many have lived this century. 
Patent statistics reveal that corporations are accounting for larger 
part inventions but that their part probably exaggerated. 

The reasons usually given for the decline the individual in- 
ventor are: (1) weakened lack money, training, stimulus 
co-workers. But costly equipment often not essential; existing sci- 
entific knowledge available all; financial inducements have al- 
ways been considerable. (2) Tempting careers will offered 
more institutions for directed research. The risks are less. the 
other hand, the inventor foregoes the chance personal success and 
often his personal freedom. 

invention ever became the prerogative full-time professional 
employees, there are grounds for believing that would weakened 
range, liveliness and fertility. The industrial laboratory does not 
appear particularly favorable environment for inducing in- 
vention. represents attempt organize research for three pur- 
poses: (1) provide aids and good working conditions, (2) en- 
courage cooperation, (3) give guidance. Dangers arise with the 
second two objectives. the firm seeks impose control from out- 
side runs the risk checking those very powers which set out 
foster. 

When there direction other dilemmas arise for these reasons: 
(1) periods crisis, research cut down first. (2) Research may 
come looked luxury. (3) The inventor himself feels that 
ought “to doing something useful.” 

The spectacular increases expenditure research and de- 
velopment since 1940 have been largely due defense financing 
government (between one-third and one-half corporation ex- 
penditures are met government and Great Britain). Ex- 
cluding these grants, American manufacturing spending over 
$2,000 million. Only about one-tenth the manufacturing firms op- 
erate laboratories. 


Why firms conduct research? (1) The character the in- 
dustry. The propensity research likely strongest tech- 
nically advanced and advancing industries. (2) The size the firm. 
Development some scale more frequently found among larger 
firms than smaller; there is, however, simple relation between size 
and propensity for research. (3) The presence absence monopoly. 
contended that the possession monopoly powers will 
stimulant research. The evidence, however, contradictory and 
throws doubts upon general rule. industries with high degree 
concentration, conditions vary greatly. Some insight can gained 
examining the motives firms for conducting research: (1) the 
fear being supplanted, (2) the fear being dispossessed, (3) the 
hope expansion. 


one conclusion can drawn that the large industrial re- 
search organization cannot considered the sole 
source inventions. With the knowledge how inventions arise, 
the inventors who would unsuitable laboratory, seems wide 
the mark suppose that such firms could guarantee the max- 
imum flow invention. 

Development steadily becoming more formidable, intricate 
and costly task due technical forces, market factors, and the high 
competitiveness our economic system. response the conten- 
tion that inventions will most actively developed under conditions 
monopoly, experience points three conclusions: (1) that cer- 
tain examples often put forward the virtue monopoly can bear 
different interpretations, (2) that development often occurs under 
highly competitive conditions, (3) that fewness producers where 
invention arises may constitute block development. 


seems quite hazardous try anticipate the broad sweep 
innovation spot future specific inventions. The correct at- 
titude would seem accept the changes brought about in- 
vention and deal with these changes and when they occur. 


The process discovery and invention becoming progressively 
institutionalized. opportune ask whether the institution will 
carry within itself the seeds stagnation unless the opportunities 
individuals resist, defy and, necessary, overtopple institutions 
can preserved. 


The evidence points the conclusion that seeking provide 
social framework conducive innovation, there are great virtues 
eclecticism. Safety would seem numbers and variety 
attack. 

Are there ways encourage and assist the individual inventor? 
One conclusion that there strong case for retention the patent 
system. Other changes might include measures which assist the in- 
ventor the process invention and measures designed increase his 
incentives enlarging his rewards. 


Our neighbors across the street have been busy this 
spring. Dan Fenn and Dave Ewing, both assistant editors 
the Harvard Business Review, have each recently 
published book which think will interest 
you. Here are the titles: 

Rapidly Changing Economy. The 

proceeding the 27th Annual National Business 

Conference the Harvard Business School Association. 

Edited Dan Fenn, Jr. New York, McGraw-Hill Book 

Company, Inc., 1958. 339 p., $5.00. 

Long-Range Planning for Management. Edited David 

Ewing. New York, Harper Brothers, 1958. 

489 p., $6.50. 


feel our particular duty call your 
attention significant articles especially those which 
you might not ordinarily see. That's why, during the past 
year, have selected pieces from such magazines the 
Bell Telephone Magazine, Scope, Quadrant, Bulletin the 
Atomic Scientists, ETC., American Universities Field Staff 
Letters, Lancet and the Royal Bank Canada Monthly Letter, 
among many others. 

There one magazine which have dipped into the 
past and from which sure will select many times. 
Hospital Administration, the Quarterly Journal 
the American College Hospital Administrators. 
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you are interested writing the 
field administration, don't let the title this 
periodical scare you off. 


The current issue (Spring 1958 Vol. No. 
noteworthy for contains three speeches given the 
twenty-fifth anniversary First Congress Administration 
the American College Hospital Administration held 
Chicago February: 


Malcolm Its Significance 
Management" 
Some reflections automation and the promise 
holds increase productivity and enhance our 
living. 


Herbert Simon..."The Administrator Decision- 
Maker." 
The administrator needs people his organization 
who have talent for innovative problem solving and 
who have the creativity, judgment, and wisdom 
respond new challenges they arise. 


Thomas Caywood..."Operations Research 
Management Resource." 
review some the accomplishments new 
technique for studying man and machines gain 
understanding for purposes control and 
improvement. 


(Copies Hospital Administration are available from 
the American College Administration, 620 North 
Michigan Avenue, Chicago 11, Illinois. Subscriptions: 
$5.00 year. Single copies, $1.50.) 


Here are some issues current periodicals 
which may interest you: 


The entire June 1958 issue THE MANAGEMENT REVIEW 
devoted the American Management Association's 
recent Economic Mobilization Conference the basic 
purpose which was "acquaint all management 
with the practices some our leading companies 

they relate today's economic situation." 


addition reprinting speeches President 
Eisenhower, Vice President Nixon and Secretary 


Commerce Weeks, this issue includes reports plans 
for growth and expansion outlined leaders the 
following companies: 
General Mills, Inc. 
Borg-Warner Corporation 
Scott Paper Company 
Carrier 
International Business Machines Corporation 
General Electric Company 
American Telephone and Telegraph Company 
Corning Glass Works 
Jewel Tea Company, Incorporated 
Whirlpool Corporation 
Bell and Howell Company 
This collection "what are doing" stories 
rounded off with List for Management Action" 
prepared Elmer Lindseth, President, Cleveland 
Electric Illuminating Company, (Management Review, 1515 
Broadway, Times Square. Subscription $7.50 per year for 
members A.M.A.; $12.50. Single copies: 
$1.00; $1.25.) 
The 12th annual PUBLIC UTILITY SURVEY part two 
the June 1958 issue INVESTMENT DEALERS' DIGEST. 
(This issue: $2.00 copy from The Dealers' Digest 
Publishing Company, Incorporated, 150 Broadway, New 
York 38, New York.) Here are some the outstanding 
articles: 
When Will Atomic Power Practicable? 
Walker Cisler, President, 
Detroit Edison Company. 
The Money Utility Financing 
George Leness, Partner, 
Merrill Lynch, Pierce, Fenner Smith. 
Investor Expect from Management? 
Edward Merkle, President, 
Pennroad Corporation. 
Africa: New Star History the topic 
special issue SATURDAY REVIEW. (Date, July 19, 1958; 
Saturday Review, Incorporated, 45th Street, New 
York 30, New York. Single copies, cents.) topics 
covered are: population, agriculture, economy, politics, 
periodicals, the future, and American policies. also 
includes very useful, annotated list some the 
best books available the cultures modern Africa. 


The Summer 1958 (Vol. 46, No. issue the GEORGE- 
TOWN LAW JOURNAL includes symposium, The Pont 


General Motors Decision: The Merger Problem New 
Perspective. 


Walton Hamilton 


Legal Tolerance Economic Power 
Irston Barnes 


Competitive Mores and Legal Tests Merger 
Cases: The Motors Decision 
Blackwell Smith 
Precedent, Public Policy, and Predictability 
Bruce Bromley 
Business' View the Pont-General Motors 
Decision 
William McGovern 


The Power and the Glory: The Pont-GM Decision 
John Blair 


The Conglomerate Merger Economics and Law 
(Available from: Georgetown Law Journal, 506 "E" Street, 
N.W., Washington Subscription: $5.00 per year; 
$1.25 single issue.) 


Some books are timeless. think that the September 
selection for our "Classics Management" series just 
such book, for have chosen Lawrence Lowell's 


Conflicts Principle. 


Twenty-five years ago, shortly after was published, 
New York Times book reviewer had this say: 


wrangling world filled with contestants for 
opposing ideas, each one insisting that his own "ism" 
shall accepted the last degree, President 
Lowell's calm and reasonable little book comes like 
the voice one saying, "Peace, still, and take 
your bearings".... Dr. Lowell's book, gains 
the readers deserves, ought make for clearer 
thinking, better feeling and calm reasonableness 
everywhere. 


Professor Arnold Hosmer will the Faculty 
commentator and will give his reasons why believes 
busy executive will find reading Conflicts 
Principle profitable experience. 


The Fourth Series 


CLASSICS 


THE FUNCTIONS EXECUTIVE Chester Barnard* 


Cambridge, Mass.: Harvard University Press, 1954. 334 pp. (first 
published 1938). 


The first half this book devoted the development 
theory formal organization (-that kind cooperation among men 
that conscious, deliberate, purposeful) the attempt frame 
conceptual scheme which may useful the study discussion 
the problems concrete organizations. 

effort state the elements the executive processes 
organizations, first step should set forth the understanding 
postulates concerning the “individual,” and related matters. 

The individual single, unique, independent, isolated, whole 
thing, embodying innumerable forces and materials past and present 
which are physical, biological, and social factors. 

The individual possesses certain properties which are compre- 
hended the word “person.” These are (a) activities behavior, 
arising from (b) psychological factors, which are added (c) the 
limited power choice, which results (d) purpose. The power 
choice always present although limited. the same time the 
individual resultant of, and narrowly limited by, the factors 
the total situation. The person largely chiefly resultant 
present and previous physical, biological, and social forces. Action 
frequently based assumption that individuals have power 
choice which not, think, present. Hence, the failure individuals 
conform erroneously ascribed deliberate opposition when they 
cannot conform. When understanding more nearly accordance 
with the conception that free will limited, part the effort 
determine individual behavior takes the form altering the conditions 


*President the Rockefeller Foundation; formerly President the New 
Jersey Bell Telephone Company. 
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behavior including conditioning the individual training, 
the inculcation attitudes, the construction incentives. This 
constitutes large part the executive process. Failure recognize 
this position among the important sources error executive 
work; also results disorganization and abortive measures 
reform. 

Cooperation and organization they are observed and experi- 
enced are concrete syntheses opposed facts, and opposed thought 
and emotions human beings. precisely the function the 
executive facilitate the synthesis concrete action contradictory 
forces, reconcile conflicting forces, instincts, interests, conditions, 
positions, and ideals. 

Among the most important limiting factors the situation 
each individual are his own biological limitations. The most effective 
method overcoming these limitations has been that cooperation. 
This requires the adoption group purpose. Systems coopera- 
tion, however, are never stable, because changes the environment 
and the evolution new purposes. Social factors are always present 
cooperation, both because the nature such system, and 
because the effect social experience upon individuals and their 
motives. Indeed, the desire individuals cooperate, which 
singular individuals psychological fact, systems co- 
operation social fact. Conversely, the satisfactions derived from 
cooperation, which are the individual psychological facts, are 
from the point view cooperative systems social effects co- 
operation, and determinant cooperation itself. 

The persistence cooperation depends its effectiveness and 
its efficiency. Effectiveness relates the accomplishment the co- 
operative purpose, which social and non-personal character. 
Efficiency relates the satisfaction individual motives and 
personal character. The test effectiveness the accomplishment 
common purpose purposes; effectiveness can measured. The 
test efficiency the eliciting sufficient individual wills co- 
operate. The survival cooperation depends two interrelated 
and interdependent processes, then; (1) those which relate the 
system cooperation whole relation the environment and 
(2) those which relate the creation satisfactions among in- 
dividuals. The functions the executive are those securing the 
effective adaptation these processes. 

organization system consciously coordinated personal 
activities forces. The actions which are evidence organization 
forces include all actions contribution. Something new created 
that different from the sum the constituent elements. The three 
elements organization are (1) willingness cooperate, (2) com- 
mon purpose, and (3) communication make the purpose dynamic. 

New organizations originate one four methods. Either they 
are (1) spontaneous, (2) the result individual’s effort, (3) infant 


bodies set off existing parent organization, (4) the result 
segmentation existing organizations. All large, formal organizations 
are constituted small organizations units whose size determined 
the necessity for communication. communicating, limit 
less than fifteen usually obtains. organization grows the 
creation new units. 

Persons frequently interact with each other when their relation- 
ships are not governed formal organizations. These informal 
organizations have the effect establishing customs and social norms 
and are the necessary predecessors formal organizations. turn, 
formal organizations create informal ones which serve the functions 
communication, maintenance cohesiveness and the feeling 
personal integrity, self-respect and independent choice. 

The second half this book study the functions and 
the methods operation executives formal organizations. 

The ends cooperation cannot accomplished without speciali- 
zation. This the process which purpose analyzed into parts 
ends, the accomplishment which proper order will permit attain- 
ment the final objective. The bases specialization are place, 
time, persons, things and the method process. Since every unit 
organization specialization, each unit must have specific purposes. 

The contributions personal efforts which constitute the energies 
organizations are yielded individuals because incentives. In- 
ducements may objective and include such elements material 
advantages desirable physical conditions (the method incentives) 
they may change states mind coercion, rationalization the 
inculcation motives (the method persuasion). Most organiza- 
tions employ both methods; the precise combination matter 
great delicacy. 

Authority involves two aspects. First, the decision whether 
order has authority not lies with the person whom 
addressed. person accepts communication only when under- 
stands it, believes that not inconsistent with the purpose the 
organization with his personal interest, and able comply with 
it. The second aspect authority objective and depends upon the 
system communication. Controlling factors are: channels com- 
munication should definitely known, short possible, definite 
for every member, authenticated, uninterrupted; the complete line 
should usually used; competence officers must adequate. 

Underlying the formal structure communication are processes 
interacting decisions distributed throughout the positions the 
lines communication. This may regarded the essential process 
organization action which continually synthesizes the elements co- 
operative systems into concrete systems. 

The opportunistic element decisions the element implied 
the fact that action can take place except the present, under 
conditions and with the means presently available. Analysis required 


for decision effect search for “strategic one 
whose control will establish new set conditions which meets 
the purpose. 

There are three essential executive functions. The first 
develop and maintain system communication. This involves 
jointly scheme organization and executive personnel. The 
latter accomplished through the selection men and the offering 
incentives, techniques control and the securing informal 
organization. The second function promote the securing 
personal services (1) the bringing persons into cooperative 
relationship with the organization and (2) the subsequent eliciting 
their services. The third function formulate and define the 
purposes, objectives, ends the organization. Critical this aspect 
the assignment responsibility. 

The final efficiency organization dependent upon two 
factors: (1) You give, far possible, what less valuable you, 
but more valuable the receiver and vice versa. The criterion 
personal satisfaction. (2) The sense things whole required 
the persistent subordination parts the total, the discrimination 
the strategic factors from all types factors. 

The endurance organization depends upon the quality 
leadership and that quality derives from the breadth morality upon 
which rests. The moral complications the executive functions 
can only endured those possessing both the requisite ability and 
adequate complex The executive also required 
create moral codes for create “morale.” This creative 
function whole the essence leadership; the indispensable 
element creating that desire for adherence the part those 
whose contributions constitute organization. 


Comment: Here landmark the study administration. 
believe imperative for any large-scale organization have within 
its executive team someone who has read The Functions The 
Executive and who has assimilated the ideas well enough translate 
them into the terms being used the executives from day day. 

Reading this book can exciting experience the reader 
goes into partnership with the author and supplies illustrations from 
his own experience. Dr. Melvin Copeland the Harvard Business 
School and Mr. Barnard began this process clothing the skeleton 
ideas with instances exchange articles the 1940 Winter 
and Spring issues the Harvard Business Review. 

Paradoxically the pioneering professor, whose students now hold 
innumerable executive positions, stressed then the importance look- 
ing each situation arises and relies his book The Executive 
Work upon wealth actual instances carry his message. The 
practicing executive, Mr. Barnard, seeks systematic and largely ab- 
stract exposition ideas which will explain social cooperation and 


the role the executive the process. spite this, Dr. Cope- 
land and Mr. Barnard hold complementary, not contradictory, posi- 
tions the evolution administration profession. 

Twenty years after publication the book still unique its ef- 
fort integrate the structural and dynamic concepts which executives 
use more less consciously getting the work the world done. 
suggestion executives start with “the decisive process,” 
chapters and fill out from there the framework abstract 
ideas. The book abstract but inspired vision the executive’s 
job. 

“So among those who cooperate the things that are seen 

are moved the things unseen. Out the void comes the 

spirit that shapes the ends men.” 


Andrew Towl, Director Case Development. 


BIG WORD, BIG DISAGREEMENT Staff Report 


Steelways, Vol. 14, No. May 1958, pp. 16-19. 


The subject worker productivity explosive and controversial. 

Productivity measure economic efficiency. the rela- 
tionship between the input given company industry (or the 
economy whole) and the resulting output. The major kinds 
input are capital, raw materials and manpower. 

Who responsible for increased productivity, and why? 
reflection the nation’s steelmen say that the increase out- 
put per manhour has come about primarily through the contribu- 
tions investors, stockholders, engineers and inventors, rather than 
from the men who operate the dazzling new machines. 

Since the men who make steel the mills and maintain the in- 
creasingly complex equipment are not primarily responsible for the 
increased output, seems rather arbitrary measure “productivity” 
terms the number manhours required make ton steel. 
would more the point measure the output finished steel 
per dollar invested capital, per engineer. 

However, comparisons between wage changes and changes out- 
put per manhour are being continuously made, it’s important 
understand some the many limitations inherent such compari- 
sons. want measure output per manhour, have decide 


which manhours we’re going count. enough count “produc- 
tion and related workers,” i.e., production and maintenance people? 
should count the manhours put the salaried people well? 

When limit consideration the apparent output per manhour 
hourly employees ignore the significant fact that all employees 
must considered. relate changes output per manhour 
changes wages all, the important thing the output per man- 
hour the economy whole not the output per manhour 
the individual plant, company industry. 

What really matters the relationship between wage and other 
costs and over-all productivity (based capital and raw material 
well labor input). Thus, other things being equal, wages 
faster than the productivity the economy whole, prices 
must rise, unemployment will both. And the wage in- 
crease becomes farce, because made shrinking dollars and 
may destroy jobs. The only way keep dollars sound keep 
increases wage and other costs line with the productivity 
the economy. 

Doesn’t part the gain from the improvements the steel in- 
dustry belong the investor and the customer? the answer 
“yes,” then there argument. But there are wage and other 
cost increases every year, exceeding the average increase the over-all 
productivity the economy, then there trouble ahead. the 
wage costs can kept line with national productivity changes, 
there will far less need for many price hikes. 

Capital, management, raw materials, labor, all contribute 
greater productivity; and the gains belong the worker, the investor 
and the customer, who after all pays the final bill. 

Since everyone involved increasing productivity, everyone 
should show some restraint for his own benefit well the benefit 


that will spell less output steel and everything else, more debt and 
eventually bust. 


DEVELOPING STATESMEN FOR FREE ENTERPRISE Austin Murphy* 


Public Utilities Fortnightly, Vol. 61, No. 10, May 22, 1958, pp. 
721-728. 


Not long ago poll almost 1,500 high school students 
typical industrial community revealed that more than half believed 
that fairest kind economic system one that takes from each 
according his ability and gives each according his needs.” 

This statement will recognized immediately the most 
attractive statement socialist philosophy. first glance, certainly 
the statement appears offer economic policy based the golden 
rule. Like many such sweeping expressions socialist piety, 


*Director, Division Business Administration, Canisius College, Buffalo. 


difficult oppose without incurring the stigma being reactionary 
antihumanist. 

Regardless how transparent and inadequate such statements 
the above may appear well-informed business executive, how- 
ever, the plain truth that such arguments catch popular fancy. 

The great tragedy our free enterprise system terrible 
inarticulateness. Few businessmen are willing discuss vis-a-vis with 
opponents the individual enterprise economy the merits economic, 
political, and social ideas that affect the economy. 

One the most effective means which business executives can 
equip themselves combat successfully false and misleading informa- 
tion about the American economic system participating 
economic discussion group program. The over-all purpose such 
group develop articulate spokesmen for the American free enter- 
prise system. The members will begin realize the strong emotional 
appeals some the arguments offered the socialists. They 
develop healthy fear the socialist rhetoric, recognizing that flimsy 
logic can safely hidden appealing slogans. They will learn 
avoid the trap whereby politicians, commentators, and others 
public debate attempt conduct discussion words carefully 
chosen for their emotional charge. 

rethinking for himself the philosophy which lives, 
testing and improving his argumentative techniques, and developing 
sympathetic alertness the broad areas social and economic 
policy, the business executive becomes statesman and able and 
articulate champion the American enterprise system. 


DOES AMERICA HAVE ROLE EUROPEAN INTEGRATION?* 


Eldridge Haynest 
Anglo-American News, Vol. 25, No. May 1958, pp. 15-20. 


Free trade between the states this nation has made possible 
specialization, standardization, mass production, lower costs and the 
highest living standards the world. Other nations are now struggling 
unite economically that they, too, may enjoy the fruits 
mass production and mass markets. 

Overshadowing all other trading areas the making the exist- 
ing framework for the European Common Market and the proposed 
European Free Trade Area. January this year, the European 
Economic Community, composed Belgium, France, Italy, Germany, 
Luxembourg and the Netherlands, was born. ten months tariffs 
between these nations will start their downward march zero over 
maximum period years, and new, single common 
tariff wall will substituted against the outside world. 

The Rome Treaty which brings this about also provides for 
supra-national institutions administer the affairs the European 


speech delivered recently the Chicago Export Managers Club. 
and publisher Business International. 


Economic Community (EEC) and for common policies and legislation 
specific areas. These nations have taken long step forward toward 
steps toward unity Europe since the end World War II. 


Other European powers, notably Britain, showed lively interest 
what was happening. But Britain was and position that 
makes difficult join the EEC because its commitments 
the Commonwealth. This explains why Britain has proposed free 
trade within the whole Europe including the EEC six except 
for foodstuffs while allowing members the area that are not 
members the EEC retain their right fix their own tariffs 
against the outside world. 


Britain has persuaded all seventeen member countries the 
Organization for European Economic Co-operation agree prin- 
ciple with this general idea. But three problems have arisen putting 
the Free Trade Area into agreement. (1) The six EEC countries 
desire that the and other potential members the Free Trade 
Area shall become full-fledged members EEC. (2) The six fear the 
possibility transshipment. (3) They dislike Britain’s proposal 
exclude foodstuffs. 

think something like the following solutions will adopted: 
All goods will divided into three categories. Certain raw materials 
which Europe does not produce will given free trade treatment. 
Other goods will classified according processes. For most goods, 
certain percentage the value the product (around per 
cent) arose within the area would given free trade treatment. 
The agriculture problem will solved permitting local subsidies 
given farmers instead tariff protection; but other barriers will 
largely abolished and the will agree freer movement 
persons and capital. 


reasonable business risk plan that the Free Trade Area 
will come into being. What will this mean the S.? 


The 64-dollar question is: How high will the tariff imposed 
against the rest the world? The degree discrimination against 
the government will hinge upon our own trade policy and the 
influence the Free Trade Area countries the EEC. 
are prepared bargain and unless can negotiate through the 
General Agreement Tariffs and Trade, shall have 
the bargaining table. Europe finds increasingly difficult 
market goods the dollar area, certain make other arrange- 
ments including retaliation against goods. 

Britain’s influence through the Free Trade Area quite certain 
the side widening the avenues greater trade with the 
rest the world. 

The second question is: What will happen within this new, 
enormous trading area? Europe’s rate economic growth since the 


end World War has been phenomenally larger than our own; 
the trend should continue upward perhaps much twice the 
speed ours. Its impact will felt every business America. 

will mean keen competition for raw materials. But most im- 
portantly will give European producers their first chance mass 
production and lower costs. shall find difficult compete with 
local producers Europe and third countries. 

What response should the government give this historic 
development? has already given encouragement. Now needs 
remove the road blocks the ability American business avert 
the dangers and seize the opportunities benefit from what Eu- 
rope doing. (1) The should renew the Reciprocal Trade 
Agreements Act. (2) The government should remove tax dis- 
crimination against firms that operate abroad. (3) The 
government should take more decisive steps lend private in- 
dustry the foreign currencies are generating abroad from the 
sale our agricultural surpluses. 

plan; shall need peer ahead years. cannot prosper 
without foreign trade. are dependent foreign sources for raw 
materials increasing amounts. may become more difficult pay 
for rising imports with our exports. shall find increasingly dif- 
ficult export manufactured goods. years may find our- 
selves facing trade deficit. 

Industry rapidly making the adjustment the new facts 
international life. About two-thirds all manufactured goods bear- 
ing labels sold outside the today are produced foreign 
factories. Foreign operations account for close more than half 
the total profits many corporations. several 
hundred manufacturers will automatically participate the 
multilateral trade and payments systems that are developing Eu- 
rope, Latin America and elsewhere. 

clear what conclusion has been reached industry 
whether join stay apart from Common Markets abroad. 
less clear what government policy will be. 


ORGANISMIC STUDY EXECUTIVES Carl Stover* 


Political Research: Organization and Design (PROD), Vol. No. 
March 1958, pp. 30-33. 


great deal money and effort are being spent the search 
for the key effective executive performance. And rightly so! With 
society increasingly run public and private bureaucracies, welfare 
and even survival may rest the answers two questions: (1) What 
constitutes successful executive action? (2) Why some men suc- 
ceed and others fail executive positions? 


*Associate Director, Executive Conference Program, The Brookings In- 
stitute. 


What need know and what know order 
answer these questions? First need know what the job 
and the answer obscure. For the career executive government, 
for example, activities, relationships, roles and purposes are nowhere 
adequately defined. Varied environments and programs may make the 


jobs different that generic elements become incapable com- 
mon analysis. 


Second, need standard for success. The common standard 
survival and continued advancement leaves much desired. 
Third, need know how men who meet this standard for suc- 
cess function their jobs and how men who fail meet function 
theirs. this need view the whole man his total situa- 
tion. Fourth, need sound general concepts and rules describe 
reality and reason about this area. 


Many general answers have been suggested for the questions 
posed the outset. Regrettably, the empirical basis for them fre- 
quently locked the observer’s mind. also difficult assess 
the values and motivations leading the advocacy such views. 


efforts find better solution this problem, interest has 
been aroused various “elemental” approaches efforts break 
the whole the executive’s work into sets discrete functions and 
assess the executive’s capacities terms aptitudes and traits. 
The advantages this method are that permits objective measure- 
ment, facilitates comparison data and the development more 
powerful general concepts, and provides predictive tool. 


One important problem with this method, however, that the 
traits, aptitudes and other categories used are either not the im- 
portant ones, are totally fictitious, are ambiguous. more vital 
problem that elemental approaches may distort reality artificially 
separating the individual from the function and both from their par- 


ticular setting. Few the concepts used encompass the dynamism 
all three taken together. 


The analytical approach would suggest preserve this unity 
termed “organismic” paralleling the philosophical concept 
“organism,” highly complex thing structure with parts in- 


tegrated that their relation one another governed their rela- 
tion the whole. 


unravel the problem securing effective executive 
formance, first need fair amount reasonably objective in- 
formation series thorough descriptions executives opera- 
tion, designed reveal fully the individual’s particular artistry 
doing particular job particular setting. Some examples occur 
novels such Trollope’s The Prime Minister, Disraeli’s Coningsby 
and Sybil, Wauk’s The Caine Mutiny and Dostoevsky’s The Brothers 
Karamazov. few more limited examples occur cases prepared 
for the Inter-University Case Program. 


The research man undertaking such series requires exceptional 
skill observer and writer. should generally familiar 
with the context his work but not expert might impose 
artificial form his subject. 

Hopefully, from such data, broad descriptive concepts linking 
man, function and setting would emerge. Such data might also dem- 
onstrate the validity assumptions and analytical concepts now used 
and permit sounder use “elemental” studies. 

“Organismic” cases could used teaching help the student 
experience vicariously the executive life and learn important 
lesson: There are infallible rules for the unique case; each man 
must work out his own destiny. 


THE ORGANIZATION MAN HISTORICAL PERSPECTIVE 


Thomas Cochran* 
Pennsylvania History, Vol. 25, No. January 1958, pp. 9-24. 


Two great changes social organization the first half the 
twentieth century appear the first order 
managerial enterprise and the welfare state. Managerial enterprise 
shifted emphasis from maximum profits planning and commu- 
nity interest. Translated the political sphere, these provided the 
rationale for the welfare state. 

Both institutions have deep roots the American past. the 
half century before 1929 welfare activity had been associated with 
help for the poor exploited, not with aid business. Business re- 
cessions late 1931 brought dramatic change this concept. 
Emerging action for business welfare, particularly the creation the 
Reconstruction Finance Corporation, marked turning 
point. The law supply and demand, officially suspended the 

Most political leaders acted pragmatically Keynesian prin- 
ciples which said that national income could only investment 
increased and this was governed business sentiment. The profound 
discontent business with the New Deal brand salvation and the 
failure big business win back the confidence the public prior 
1940 contrasts with the type salvation offered World War 
when the business government partnership began operate with 
enthusiasm. The return peace brought unexpected prosperity. 
Then the Korean War and higher levels national defense touched 
off new private buying and government contracting. 

The record seventeen years without serious recession unique 
American industrial history. February, 1955, Look Magazine 
poll showed that per cent the respondents approved business. 
What institutions did these people have mind? 


*History Department, University Pennsylvania, author The Age 
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most people, managerial enterprise represents big business. 
They see big, powerful, semi-monopolistic, with few hundred 
companies powerfully influencing government and public opinion. 
Aspiring young men start underlings big business because few 
other opportunities are open them. get reality difficult 
process. The percentage the labor force working for companies 
with over 500 employees about per cent. large companies 
probably not more than two three hundred thousand year (four 
five per cent) are employed the executive rank. this case 
where small elite wields great power and sets the pattern thought 
and action? The answer qualified yes. 

Big company pressures state national political levels are 
hard estimate. But the case strong for big business influence 
managerial and social practice. The big company has men with col- 
lege education; has specialists whose findings are published; has 
public relations departments which supply speakers; calls upon con- 
sultants. The situation about big business influence hard define. 

Let examine the professional manager and his place society. 
The essential elements managerial enterprise are widely held stock, 
directors who own relatively small share the company, and 
virtual control operations the board directors professional 
career executives who generally have only small share ownership. 

Lloyd Warner and James have given analy- 
sis the characteristics top managers medium-sized and large 
companies. the average, the chief executive had been college; 
his father was business owner professional man; was city bred. 
Occupational mobility was shown increasing. 

These well-educated careerists are expected play different 
social role than that the profit-seeking smaller businessman. First 
and foremost, the executive has team-man, organization 
man. His commitment must the welfare the firm. The primary 
aim steady and dependable profit goal achieved cul- 
tivating good relations. The professional manager looks other 
sources than wealth for satisfaction gratifying the expectations 
his fellow executives, for example. 

Those with face-to-face contacts tend get more than ab- 
sentees the division gain; salaries and wages take precedence over 
dividends. These relationships are inevitably altering the character 
our business society. The appropriateness linking the growth 
the big private corporation and the rise the welfare state should 
now clear both emphasize long-run security; both define success 
terms democratic careerism within bureaucratic organization; 
both reward the cooperative, conforming personality. 

The business culture mid-century was quite different from 
that 1900. The managerial ideology emphasized education, 

Lloyd Warner and James Abegglan, Occupational Mobility 
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cooperation and success through personal relations and disapproved 
strongly egocentric individuals, ruthless dealings and any quest 
for high profits, that the managerial creed the 50’s seemed 
transition stage toward rationale for political rather than ac- 
quisitive culture, toward doctrine which the good was achieve 
position that conferred power and prestige rather than personal 
wealth. 

Close ties government and the military seem assume that 
big business will more than maintain its place the emerging so- 
ciety. But they involve challenges business ideology from powerful 
competing forces. systems stemming from religion, the pa- 
ternalistic state, and the heroic represented the military have 
always been the three complexes that could conceivably supersede 
the values business. These potential conflicts emphasize the per- 
tinence the question: “What shall conform to?” 

major barrier the ultimate acceptance the value system 
the welfare state the managerial elite has been the practice 
democracy. Forces within the managerial system, however, are op- 
erating lessen the conflict values. Consultants have begun 
advise democratic procedures. Decisions committees and confer- 
ences lead lower-level employees feel that they have voice 
policy formation. 

close note uncertainty. Changing institutions have un- 
dermined the classic business creed. There are some indications that 
big business may respond the diverse cultural challenges social 
democracy and the military democratizing and socializing corporate 
action. But far this the program small minority time 
great prosperity. Millions small enterprises are still uncommitted. 


SALES SUPERVISION: TIME FOR CHANGE? Harold Leavitt* 


Dun’s Review and Modern Industry, Vol. 71, No. April 1958, pp. 
43-45, 144-146, 148. 


For the past twenty years so, color and showmanship have 
been fading fast from the business scene; management getting 
quieter, smoother and more professional. contrast, sales manage- 
ment still stands outlined neon, dressed tinsel, heralded jazz. 

But sales supervision undergoing changes. Its uncertainty 
raises some questions: hot supervision functional? Should 
modified toward modern management methods? so, what should 
change into? 

Why has the selling end business usually been flamboyant? 
informal poll showed four main groups answers. (1) Sales 
management uses trumpets and neon simplify communication. 
(2) Hot sales meetings are pre-control mechanisms which build the 
specter the manager into the psyche every salesman. (3) Sales- 
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men have drive; big, noisy meetings pep them up. (4) The “Re- 
vivalist” meeting boosts salesman’s appreciation himself. 

Another possible explanation that emotional jazz sales 
meetings helps salesmen override their fears and doubts about selling 
and barrel into the job. 


Does the heat promoted the hot sales meetings really work? 
fear and doubt are the ills that sales management sets out treat, 
still fair ask whether “heat” the best treatment. Hot super- 
vision deals with conflict increasing rather than reducing 
tension. doesn’t erase fear and doubt. Further, when salesman 
feels emotional conflict, often compromises sticking with “safe” 
customers and avoiding the others. Hot management also faced 
with the necessity for frequent renewal stimulation. 


The hot sales supervisor trying cool off degrees but 
against his will. The consequences are peculiar. For instance, the 
supervisor may try hire salesmen precisely the people who will 
create problems the “respectable” young men rather than the peo- 
ple with more flexible, individualistic beliefs. Under pressure, too, 
apt use precisely the technique knows best heat relieve 
pressure. gets together with his colleagues big rallies. also 
tries adopt new managerial techniques. may try become 
counselor and therapist well stimulator and needler. may 
evaluate his salesmen their “cooperativeness” instead the 
vitality and success their selling efforts. 


Hot sales supervision does make sense carried part 
internally consistent pattern that calls for selection 
tough-skinned, financially ambitious and individualistic people, for 
financial payoffs tied directly sales performance, for jazzed-up sales 
meetings. 

But many conditions are making harder hang this ap- 
proach. What alternative there? One answer would “cool” 
supervision where sales executive would: (1) Select candidate for 
cooperation, potential loyalty, high standards morality, the breadth 
his interest things nonfinancial. (2) Try set cooperative, 
team atmosphere, perhaps using salaries alone, salaries plus group 
incentives. (3) Use meetings let salesmen talk directly about their 
own problems. 


Training would first work technically, providing knowledge 
and information, and therapeutically, helping salesmen resolve their 
conflicts sympathetic supervisory environment. salesman would 
taught that his customer friend. General day-to-day supervision 
would aim supporting the salesman, keeping his morale high. The 
supervisor would become counselor. 

This approach may well turn out experiment some com- 
panies will feel forced make the next few decades, current 
pressures continue build up. 


HAPPENED CAPITALISM? Saville Davis* 
Harvard Business School Bulletin, Vol. 34, No. June 1958, pp. 22-25. 


the past years the American business system has been trans- 
formed the point where, effect, new and completely unique 
operation. This change came about largely due the achievements 
businessmen. But the process, three things happened: 

The attitudes businessmen generally have not kept pace 
with the change. few them now understand the new social 
climate which business must operate. But most them have been 
preoccupied with the job itself. 

While business leadership lagged, was the intellectuals and 
politicians who took charge the rapid social change, and gave di- 
rection. 

drastic shift power has taken place the community. 
Business longer can command; must negotiate and persuade, 
order regain its proper position influence and authority. 

Fifty years ago was agreed that countless businessmen looked 
their own interests, the aggregate all these efforts would produce 
rough balance and would work out best for everyone. Business was 
the dominant force society and power was its hands. Today, busi- 
ness still “central” society the producer and driving force; but 
control has passed out its hands. Other groups the community 
have grown share the political power that business once exercised 
largely alone. Power has its own laws, and when several groups reach 
the point where they divide control, then the political process in- 
evitably comes into play keep them adjustment. 

Such great historic shift the conditions power brings 
wholly new situations, new bargaining terms, and calls for restudy 
how manage the new relationship. Half century ago the pros- 
perity the businessman depended his success business. Today 
will depend the same business talent plus proficiency new or- 
der: How successfully businessmen group can learn deal with 
the other competing elements the community which have pushed 
their way into the seats power. 

This trend away from business primacy has clearly gone too far. 
There are hopeful signs the horizon, however. The popular revolt 
against business which was born the depression may well have run 
its course. The public developing new respect for the system 
which has given great bounty. Business, for its part, beginning 
learn how live its new environment. The new power groups 
the community such labor and government least show few signs 
beginning learn the nature responsibility. 

Much depends whether businessmen group will put their 
minds the job taking their bearings and re-examining their 
political concepts this point history when the American system, 


*Managing Editor The Christian Science Monitor. 


largely through their efforts, coming its age maturity. 

These are the questions for each one ask: 

What are his aims life? Not for business success and profit, 
but for human life? 

What sort society does wish see? 

business central modern society, believes, what 
responsibility taking, should take on, give this society shape? 

first glance, the path such reappraisal leads into un- 
familiar terrain and promises painful. looks like major in- 
tellectual effort, and many businessman the term “intellectual” 
since 1932 has been battle language. 

general, businessmen have left the disciplined labor think- 
ing about the whole problem area business and society others. 
Deep, practical, original and constructive thinking only done where 
there powerful desire and this has not yet been generated the 
great bulk businessmen their relation the community. 

Certain steps are broadly indicated: 

Basic study the new American society businessmen, 
determine what should like and how steer that direction. 

study how business can best fit into this over-all picture. 
How can conflicts between business policy and other needs society 
minimized and adjusted? 

study business seen others; study the chief 
critics and criticisms business, not damn them but learn from 
them. 

Above all, the motive such study and policy-making ef- 
fort should primarily humanitarian. This where ethics and (for 
those who will agree) religion come in. 

What needed, then, for businessmen themselves, whole 
group and large numbers, study the great problems the new 
American society head on. 

class intellectuals politicians can tell business what its 
social policies should (although they can help) because they 
not know and feel business from the inside. This must process 
self-education within business, therefore, process making each 
businessman leader or, practical, need rout out every 
businessman who can cajoled, browbeaten, incited stung irto 
joining study the new American system, and putting him work 
it. The problem the relation business society cannot re- 
solved merely study the interests business, which only 
component part. That was the mistaken illusion the past. must 
resolved beginning with study society. The whole greater 
than the sum its parts, and the whole cannot analyzed except 
its entirety. 

sum, business owes itself, and society, the job taking 
the problem society were business problem which the 
larger sense is. 
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